
Lean Right in 7 Steps[image: roi-blue1]

[bookmark: _GoBack]Lean consists of very old concepts wrapped in new and sometimes confusing terminology. What’s the big deal?

For one thing, these concepts work, and so well that Japanese Lean (and Six Sigma) zealots practically wrecked the non-Lean American automobile and electronics industries in the last century. Lean is now the way business is done by all the survivors. So what is it, exactly, and how do you get it?

What Lean Is
Lean is a way of doing business that relentlessly eliminates waste, of time, materials, and other resources. The old concepts are really old. Since the building of the pyramids managers have known the need to avoid rework, straighten assembly lines, maintain a neat workplace, and other fundamental waste reduction ideas. By the time Henry Ford built the Model T assembly like, they were actually practicing many Lean techniques, but unconsciously and haphazardly. 

Enter the confusing terminology. Much of the organized, disciplined work of creating Lean as a body of knowledge and practice was done by the Japanese, so many of the terms used are Japanese, and they are often presented as a broadside of ideas and absorbed in a Zen-like fashion through long exposure. 

How to Get It
Here we will attempt to describe step-by-step, in layman’s terms, how to Do Lean Right on the fast track.

1. Walk through your production area. Are things in order, flowing to the finished goods area without confusion? The first thing you will notice in a Lean production area is that it is obvious what is going on. It follows the 5S principles (Sort, Straighten, Scrub, Standardize, Sustain) and has visual cues everywhere including up-to-date performance measures at the points where it matters. Clean, orderly, and visual is a good starting point for Lean.
2. Look at the workstations. Is there any way to get hurt by any machine? Is there any way to assemble something upside down or out of order? Lean operations apply Poka Yoke (‘error proofing’) techniques to eliminate mistakes that result in injury or waste.
3. Take another look at the workstations. Are things done the same (right) way consistently? Are there clear, simple instructions readily available for any operator? Standardization is fundamental to being lean, eliminating the wasted time and rework caused by confusion.
4. Look around at the production parts. Can you easily identify them? Is there enough stored along the line to keep production flowing? Is there too much? Is there any rework mixed in? Lean operations use the pull system (making assemblies or sub-assemblies only when there are orders for them), ‘one-by-one’ (minimum) lot sizes, and kanban (‘storefront’) logic to keep the right amount of parts available at each station at all times. 
5. Check also to identify the ‘Drum’ of the factory, the process or area that sets the pace for every produced item, and see what is happening to inventory there. Lean operations continuously address such constraints in their processes.
6. Look at your machinery and equipment, and spot-check the records. How much down time is happening? What is causing it? In Lean operations, Total Productive Maintenance (TPM) has merged the preventive maintenance schedule with the production schedule and Single Minute Exchange of Die (SMED) techniques have reduced setup down time to the minimum. (Note: If step 4 is difficult due to lack of data or data analysis, setting this right with check sheets, Ishikawa (‘cause and effect’) diagrams, and Pareto Charts will be Step pre-6.)
7. Look at your people – and especially the executives and managers. Are they driven to eliminate wasted time and resources? Do they use any Lean tools? In a Lean environment, the commitment to Lean runs through all levels and does not run out. 

How long does it take to make Lean ‘the way business is done?’ For an organization with a single workstation, perhaps a few weeks will suffice to set it up. But it is change and requires discipline to prevent relapse to a non-Lean state. And if the workstation is part of a process involving many workstations, it will have to be rolled out over months and continuously nourished. 

But do not start on the Lean path unless you are committed for the long term. Without executive commitment and continuous participation, Lean won’t happen. Without management commitment, the half-life of Lean might be measured in days. 

And Lean needs to be forever.
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